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INTRODCTION



The purpose of this rthport IM, to yrs9.'it ;':. mcsiults of
an Inivestigation1 into the ,Ae of objecti'fea ý.n the manaeement;
of Air Force operations t ^-n c-rdgr te manage its may and
highly diversified a-,t44iIes, -top MatsgeýMeat -:.P 'h Air Joro
=at delegate dec42sion maldnglpowers tc tte :.ovcst crganiza-
tioflAl unit possessing t~he ability to wmike i-- ig:-. 144ecifioua.
The sheer magn1i'ple of the n.~ber of s-a'h , o' to be mil]s
makes this manag~svvwýt philosophy mandator'y, In onler to make
sound decisions, persons using these po:wers mitt kno~w at all
times wherc the Air Fzrce is going and ho:w their 4ecsiozxq
affect not cnly the P.ýtre course of tteir ow-n organri-.st*io b%-,t
that of other organ!.za t lons as well, The abillity to op.!rala
effectively and efficientwly =nder a de .a-raltzed msag~nwnt
philosophy will vary directly with the ebilitjy ,,) defina s~iez!-
tic gcals or cb~s,*stves for each organizational e].emczt.. Ths

probability of making sok.L 4.±~n oL ppa oi~e.#
In direct proportion two :hj correct %;derstanXAing :f es
objectives at any level in an crgan:Lzatfxort

Literature ifl the m~arAgement science fie_'d !*trzesa tte
importance of ob~et~tives and the need f'or adeqat:se -:-weg
and understanding of 'them at all 7&=-ve2.s z'f the crganza-,im,
In discussing 'the principe of the ob~ecft457, L. Urw'ic! (1)
states that:

MTere m-.st be ar. c.-,e-.4±7Ae, That sOaZnds obviouBs.
But If undertakings ar isqed in de'tail -1t is qv.4ite exrta-
ordinary how many -.rlirtakings and par,.s of' -.nzez,,sking9 are
discovered which are .4ust g:4,-g along t'y -.halr n:v-., moment-am
with only the vaguest and most hazy idea cf wý-.sre they are
trying to go or why.' %1p, 26)

Holden, Fish, and Smith (2) state that:

'There is nothing about an o-rgsar±ta,5cn more important
than its future, Owners, inanagewon-t aad erpo~sard society
in general. are, or -h"I'ld ts, more con~ierred about where a
company is going than where it has been. 1-i Eeny Istit~tion
the responsibility for vssi~rg n -atg,-z, and azh~.ering
future objectives rests with its top mezagemet." (p. 4~)

It can be assumed that every 1l:Sizal person has an objea-
tive which coincides with. th3 effor't ('rr lack of it) t3 exerts,
Whether or not he can "def.nael'---,s obi,:tive3 w2.11 dts-pqnft o=
many factors: his intelligence. his philosopby of life, the
abstractness or concreteness of his cb~~ieand marny other
variables, His objeative may be to 3get along amd do the bests
I can' or to 'do as li~ttle as I can'. Nevenhlelss, 11Z may be
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assumed that he does have an objective and that his efforts sre
ixadicative of the direction which he wishes or does not wish to

J IV"een the person is considered as part of an organized

effort, however, the picture changes. His personal objectives
may bear no relattonship to the objective of the orgazizad
effort. 1t is highly probable that his contrioution to the
organized effort is, to him, a means to an end and hs will
4ontribute so Lonig a his personal objectives are servedt TheSpersonal objective of the individual is related to the objective
of the orga•ization only as the attainment of the component
objective arsigued to the individual as part of an organization

r permits him or provides him with a means to an end whereby bki
personal objective is attained.

The persont1 contribution of groups of individuals in anSorganized effort =Ast stem from the need for their contribution
"in attaining the obiective of the organization 8s a whole. In
the meilagement of organized efforts there n=ast, therefore, be
SsL= method or system by which individual organizational
elements are given their proper place and purpose in the total
endeavor, This place and purpose nust be continuously revised

!- as the total objective of the organitation varies. This re-
port presents the results of a study which was designed to
develop a concept of how this should be done and to determize
the degree to which the Air Force applies Uiis corcept in tha
management of its operatiors.

Given this assignment, the research group developed and
presents herein a theory of how objectives should be utilized
in the manapement of organized efforts. Mach of the thinkin6
behind this tbeory has been extracted from the works of profeo-
V sionals in the field of scientific management. The priary t'Ck
of the group was to organize and correlate nzuh of this thin)king
and to evolve a model system which utilized object.ves for
management purposes. Having developed the model, the group
then undertook to develop a questionnaire which was designed
to determine the degree to which Air Force crgarnizations actu-
ally utilize objectives in the manalgement of IF operationz.
The results of this questionnaire and the finiings, recomrenda-
tions and conclusions of the group are included in this report.
To the maximo= extent possible the raw data extracted from the
questionnaires are included so that readers may judge their
individual opinions on this matter in relation to the opinions
of those who answered the questionnaire.

U In evaluating the theory developed by the research group,
the reader should consider each concept in the light of its
usefulness to him. There is =ch more to be done before the
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theory can be considered a firm basis for action. Concepts
are worthwhile only to the degree tuat they are useful in
helping to understand a partieular phenomenon. The research
group is hopeful that the concepts presented herein are use-
ful to those who agree and will stimulate the development of
other useful concepts by those who disagree,

In judging the conclusions and recnmundstions of the
report the reader should bear in mind the limitations imposed
by the nature and urpose of the projeat. The total time limit
for the entire project wea approximtely three months. This
limited both the scope and method employed since a iompleted
report was desired at the end of this time* Attention is
Invited to the fact that the methodology was actually experi-
mental from the point of view of the student group, The
reader is cautioned that the problem was not subjected to a
tried and proven research technique and the results should be
judged accordingly, The group recognizes that the sample of
the population to whom the questionnaire was distributed was
extremely limited.

The research group wishes to convey its appreciation to
the staff and advisers of the Advanced Logistics Course and to
those who contributed as lecturers and advisers during the
academic phase of the course, A particular debt is acknow-
le•ged to Dr. R. C. Davis of the Ohio State University. Many
of the ideas herein are extracted or generated from the study
of his concepts as outlined in his book, The Fundamentals of
! Nag.me - (31) A special word of thanb is also paid to
Lt Colonel J. D. Walsh of the USAF and Mr. W. A. Beckdahl of
the Ohio State University Research Foundation for their

patience in listening to the ideas (both good and bad) of
the research group. A special word of appreciation is due to
those who make t•he Advanced Logistics Course possible.

The group is hopeful that this report will etimulate
thinkipi within the Air Force on the use of objec-tives as a
management tool, and that the effectiveness and efficiency of
management of Air Force operations will be increased thereby,

S#4
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The literatars cf management science is replete with
statements as +o the nature and importance of objectives. The
problem of how to use objectives in the management of organ-
ized efforts appears to elude even thesce who dev,:ýte considerable
attention to definitlon of its naturs and the stature of its
importance. The efforts of the research group were dirseted,
first toward the development.. of 6 concept of how objectivea
should be used in managing organized efforts, Sei!ondly, the
research group attempted to determine the degree to which
organizations in the Air Force manage and are being managed
in conformanc.e with this theoretical :ýon-apt and the belief
of these orsen'.zatious in reeird to th, importance of
$management by objectivws"°

In the development of a concept of how objectives should
be used in the management of organized efforts, the research
group concluded the following:

(1) In any crganized effort there exist two funda-
mental objectives, that cf providing P eervlce oz value to
meet a desire or requirement, and thtit (-,f mainitaining the
existence of the orgaz:ization ove. t..e time span *he service
or value =ust be pr;vided.

(2) An organization ia effective to the degree that
objectives are attained, i.e., .t provides a nesded value or
service and maintains itself over the time spen the value or
service is required.

(3) Each rf the zomponent cblectives necessary to
the attainment of the total obje~tlve =st be assigned to one
of the elements of the organizaticn.

(4) Parent organizavional elements must provide
their subordinate orgeanzations with spes:ific missions and
zust assign specific obiertives (objectives spe-ified in terms
of quantity, quality, and time) to these organizations.

(5) Subordinate organizations mist use specific
objectives to determine the resour'es necessary to the attain-
ment of the specified objectives and to manage their operations.

(6) Definition of obei tlves 3hould te included as
an important management fun-'ion in addition to the normal
management funct:onw of planning, organizing, directing, co-
cirdinating and controlling.

/



eIdnia tt^ d,!,ges to whic~h AI..r y,.r., usmgement
practices cz r&e tha the 6on~apts of the re.searft grzup,
the group de-a'eloped and saibmtted a questionueare to 944 Air
Pares ogW.zation; The qLes-tionnairs was sutmitted. to the
di~ision "L77. al, toth cb.e headqu~arters organizat'lon and the
field aa.%',vitie" of seven ma,,ir comand~s w ttan the continental.
limits of the Uni.ted 8States,

ii Analvels vf "1te ansvers to the questionnaire, as shown
in Yigtre I, ýrdAcat~es tha', only 9,.S% cf th,!-e act~iTittes are
managed ia a cr ýtr e.-uQf c-mace wi~i the cri-Verria es-.abl..shedIby the grockp f4a'-egcry & ý-rganizatiors), This ý'rtt--rion dej-
manded ttat t!:e -!raiýza*`)ons have writ.ea st~alement& of ois-
alons and speý%";i, );ý ;eý,tlvem givon to tbem by hig~er authority
and that t~hey mz~stv :3e these specific ob~eo:ti.ve9s to c~oinputeI resources raqixirr~weatso When tte crIterion was v~elaxed to per-
mit develcpme.nt cf ~sn and rpecafti.a ab~ent,,'es by the

1respondent ý,rgan zaýIons withi the ai~prcival of the3i& para:.t
3 organizations, :om additional 21.5% of the tr4al. (Catagory B

organi'zatpiow. ) qualif4ed, Fivally, -:hen the r.-Iterion was
relaxed to PerMitosef objeotives to t e d~e-eoped by the
organization from various sources such as >ýott~e:s, manuals,
program. d,-.uientt;3, et'-., ezother 49.8% Catsgory C orgaxir.za-
tione) Of "'i t .til qizlitiled. Et.ghtes,% earl aine *.ent~hs (18,9%)

I ~did not qu~alify undtr any c-riterion (Category D :rganizat Ions).
When measured against the criteric-a of whother or not

thqr assigned speziic miassons and ..fI:~ble.-ýves toUtheir subordinate ciraniza'rc.ns and used these speo'-1fiz. ob-
jectives to mensure the rpertormanee cf subcrdi.nate orgaan±-
zations, approximately .53% fCaregory X gez~o)of all
of the 68? srgaalzations q~zalýfied, FK.gzrt : ladi.,atas how
this n'imber viis prcpcrtione.,d between Category A, B, 0 aaM D
organizations,

3 When asked whether or not they belleved that written
statements of minssAoms and objectives were vitally nec~essary,
helpful, or not ue~esseryj, 64% c~f all the respondents indicatedI that they believed that a mission statement was Tirally
necessary, 36% believed that it was helpful aad only 1%
believed that tt was nct needed. Fifty p~.*r-v3t (5C'%) indicated
that they beli.e-re' a written statement of ob~le.ti'ves is vitally

necessar , % stated that they bel~eved that this written
statement is helpful'. and -.nl) 3% inditatsd that they believed
it is not ne,.essarya tF~.giure3 XVIII and XITX ~I'_!trate theI above statLaist-s.) Only 23% (Category Y1 :rganl~zation~s) of the
respondents beliei'ed ttat b~,th written statements of missions
and bpezifiýý otj IAe were vitally no-esesary for management
purposes. The distribu.tion of these ra~spondsants by Category
A, B, C and D Is also 9hown in F.I.gure 1.
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SUMMARY OF QUESTIONNAIRE RKPO1NDE

Total Total O:r'anizations - 687
Population Percent - 100

Cat.- A Cat. B _Cat. C Cat. D

M~anaged 65 150 342 130
by

Objectives 9.5% 21.8% 49,8% 18.9%

367 Category x Organizations - 53%

Manage 30 102 214 21
by

Objectives 6% of A 68% of B 63% of c 16% of D

157 Category x Organizations -23%

believe in
Need for 18 53 72 14
Missions

and 60% of 5of 4%ofI 66%ofXD
Objectives.

Figure I
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The importance of objectives in the management of crganized
efforts is well dacumented. To mention a few sources:

Dr. R. C. Davis (3) states that: "It is evident that the
business objective is off primary importanna. It must be the
starting point of thought and action in the conduact of business
operations...its requirements should be specified With respect
to quantity, quality, time and expense." (p. 90)

Holden, Fish and Smith (2) state: "There is nothing about
an organization more important than its future, Owners, management,

J employees and society in general are or should be more concerned
about where a company is going than where it has been. In any
institution, the responsibility for visualizing, initiating and
achieving future objectives rests with its top management. The
more specifically the future course of a company is conceived
and defined, the more likely is its realizatieai. One of the
greatest needs observed during the course of this study is for
more adequate planning and clarificaticn of future objectives,
both near-term and long-range." (p. 4)

Manley HIWe Jones (4) states that: "To make gcod decisions,
men 'and companies' must belect goals that have resal meaning to
them; and they m.'st convert the vague images ir their minds into
more explicit mental pictures, which they c•arn frame in words. The
idea is useful only when these goals are visualized as specific
things wanted by a particular person (or particular com;any).
Secondly, he (or it) must also move down a step to what we are
calling the intermediate goals - to the means of achieving the
ultimate goals. This brings us a step nearer the point where
we can take some action." (p. 12)

Considering the intrinsic nature of objectives, Dr, R.C. Davis
(3) describes objectives as being "values". He states that- "An
objective may be any value or values that are needed or desired by
any individual or group, provided that the latter is willing to
make some sacrifice or effort to obtain them. The values may he
any satisfaction of a need or desire." (p. 90)

Based on the foregoing, it appears that all organized efforts
must have as their objective the creation of valuers) required by
the recipient or customer while at the same Time, acquiring the
value(s) necessary to maintain the organizationo The organization
must be maintained over the span of time req'ired for the cointinued
provisioning of values to the recipients. im tne economic world
a business must receive equal or more value in excnargi for the
value it provides if it is to continue in basoiess. Insofar as
government organizations are concerned (or ary agency supported
by public funds) the effectiveness of such organizations can be

11@



measured by determining the degree to which such organizations
provide satisfactory service. Under the democratic form of
government it is assumed that the electorate, through their
representatives, will bring about discontin'ance of such organi-
zations when the service is unsatisfactory or when the cost of
this service is considered excessive by the taxpayer. "Profit"
in this sense is primarily a political phenomenon of convincing
the recipients (tax payers) that the particular services are
necessary and efficiently provided.

It is apparent that the value (objective) created by an
organization has two different worths. One of these is the
worth of the value to the customer or the recipient of the value.
The other is the worth to the organization which produced the
value. The first -worth represents what the customer is willing
to pay or exchange for the value and the second is what the
organization is willing to accept in exchange. Organizations
providing values can exist only so long as tie customers deem
these values to be of such worth that they, the customers, are
willing to exchange values which they owv for tihe values pro-
duced by the organization. It should be noted that this may not
be money values; these values may be efforts of individuals to
support spiritual, fraternal or social organizatcions by contrib-
uting their time and effort to the saccesa of the organization.
Taxpayers deem that the defense provided by the zillitery services
be worth the taxes that they pay,

It is not intended to present herein an economic theory of

the value of objectives. What is intended is -.o point out to the
reader that, in discussing the nature of objectives, it must be
realized that an organization must have a two-fold objective:
first, the value to be created, and second, the value to be
received as a result of this creative process.

Figure II illustrates the relationship between the values
dispensed and the values received together with the differing
nature of the balancing system in private business compared to
the Air Force (or any wholly tax-supported entity). The total
value created by the organization consists of the values created
by management, labor, physical resources and capital (if any).
The sum of these total values represents the worth of this value
to the organization as indicated by 'Iwo. This is the worth that
the organization must have returne• to it for the value it has
created. This value also has a worth to the customer (Vwc) which
may or may not be the same as its worth to the organization. When
the worth to the customer is equal to or greater than the worth of
the value to the organization, trade flows and the economic laws
operate.

12
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In the case of the Air Force, the taxpayer is provided with
a defense value and he, through his elected representatives in
Congress. returns values to the Air Force in order that the Air
Force can continue to provide the defense the taxpayer desires.
In the business world, changes in the worth of a value or values
to the customer is felt immediately by the reduced or increased
flow of values to the organization.

In the Air Force the effect of returned value is not in-
sediately felt in the increase or decrease of the values necessary
for the continued existence of the organization. The changes in
the vorth of the value of defense to the taxpayer are translated
to the Air Force by Congress; the same Congress which gives the
Air Force its objective. It is this value (objective) which the
taxpayer desires. MWlitary organizations must manage their
operations without the advantage of comparing the streams of
income and outgo of values with the same direct connection of a
business providing a value. The lead time to produce weapon
systems serves to further complicate this situation since the
values being received today by the military will not create
actual defense values for several years in the future.

In considering the nature of objectives, the research group
cla4•sified objectives as being "Specific" or "General". "Specific"

ob.ectives are those which are defined in terms of quantity,
quality and time. "General" objectives are values which are not
defined iL quantitative terms.. The objective "to make 6.5% profit
on invested capital after taxes during the next calendar year" is
a Specific objective. "To maximize profit" is a General objective.
"To reduce costs", "To maximize efficiency", "Minimum aircraft out
of commission because of parts" are general objectives. "To reduce
manufacturing costs (code 101) by 10% during thf. next month using
the prior month's costs as a basis";. "zero aircraft out of commission
because of parts at all times" are statements of Specific objectives.

General objectives are useful in establishing the direction of
progress in contrast to the specific goal to be attained. Henry S.
Denison (5) has said: "The range and precision of man's fore-
knowledge will at best carry him only a few years ahead. Of
necessity, then, it is the direction of progress rather than the
goal of progress which must be worked out." (p. 188)

Specific objectives a & necessary for defining the immediate
objectives of the organization which require the application of
efforts and resources to obtain the values which are desired in
the immediate future. These objectives can not be vague and
indistinct since they require that specific work be performed and
specific values be created. Specific objectives must define the
value to :e provided to the customer. Specific objectives must
also prescribe the values the organization must receive in return.

14



There are other classifications of objectives which are
5 "not germane to this study. R. C. Davis (3) discusses many dif-

ferent classification characteristics and types of objectives.

5In sumry, objectives are values produced by an organiza-
tion. These values have two distinct characteristics; one, the
vorth of the value to the recipient, and second, the worth of the

S'value to the organization. For the purpose of this study, objec-
tives are classified as "General" and "Specific". General objec-
tives are guides; specific objectives are goals to be attained
through operations. Military organizations are at a disadvantage
compared with business firms in that they do not have the op-
portunity to gauge their efficiency and effectiveness by direct
comparison of outgoing and incoming values. In the absence of
this opportunity, the definition of objectives as a management
tool would appear to be a necessary condition for management of

operatione in the Air Force.
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OBJECTIVES IN

ORGANIZED EFFORTS



The word "organization" may be used (6) in the sense that
work may be organized, t'L.ogats, facts, reople and many other
units may be organized. IL itA broadest context the word
"organization" ccnveys the basic concept cf "briaging together"
or "combining". Wnsn work is crganized, eff.rts are brought
together or combined; w'.e. facts are organized, they are brought
together in relation t:.' eaca other; when groups of people are
organized they are broagnt together for a covmwon purpose. In
every case, certain elemeuts, iae., thoughts, facts and people
are brought together cr combined for a specific purpose.

The purpose for bru:ging together these elements is developed
in recognition of the fact Tzat the selected elements, when
positioned in an array cr order, produce a whole which has greater
value than the sum~ati•c c:f Ine individual valu.es of the elements.
The whole or unit has valae or usefulnesa because of: one, the
intrinsic value of thA e.l-ement itself; azd secozd, the added value
provided through tne prccess cf position.rg in predetermined
relationships. Under this ccncept, "organization" may be defined
as the "locating of selected elements in predetermined relationships
for the purpose of p. g he combination as a single entity.'

Under this definizic=, there may exist hian, electrical,
chemical, biological, iec*:an ical, and other types of organizations.
For example, a ccxmcn ciccK sprltg is a mechanical organization
for the storage and reiease of energyo In tais case, molecular
"elements" are located it predetermined r'.,tionships to each other
for the immediate purpo3e of storing eneriy' and the ultimate
purpose of operating the clock. The cl.: ck itself is a mechanical
organization for t-te .r-oNe o.f indicatirg time. The storage
battery is a chemical orga-:zation for the ;urpose of storing
electrical energy thcgna t•he positionitg of selected chemical
elements. An electrical thermostat is a c,,•bination electrical-
mechanical organizatio°. COrgannzation 4.f data occurs when certain
"numbers are placed in predetermined relatior-sips to each other
for the purpose of addlta0:n., mtitiplicaticn, a•abtraction, or
when chArts and graphs are ;repared for the parpose of indicating
the relationship of certiin facts. The hu-•an body is a biological
organization. The ,cr' cizati4n (:f rtk.an effcrts is a process of
bringing together indivld,4als and arranging them in predetermined
positions and relation:stips ir, order to ac-cazliI6h an objective
twhich requires the pnysical or mental effcrts of more than one

V. individual.

It is important t nr.ote that this definition of "organization"
refers to both the type cf element and tre positional relationship
of the selected element5. For exsm-le, in tV' e mechanical clock
the various gears are rrade of selected material, and are established
in predetermined positicnal relationsnips with reference to each
other. The successful okpratlon of t&.e mechanism requires that,
in addition to the establibnment of the positicn of these elements,
the manner in which they wi.l work tcgether, J.e., their operational
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rtlationships must also be established. This is accomplished
in the design of the relative size of gears, number of gear
teeth, etc. The selection of the various elements, their posi-
tioning and the establishment of their functional relationships
are each a Lecessary condition for organization. The combination
of all three requirements represents a sufficient condition for
organization. (p. 17)

In relating objectives to operations it is a trite observa-
tion to note that objectives are attained through the performance
of operations. What is not trite or obvious is the concept of
how this is done. In his paper "Theory of Logistics", (7)
Colonel E. R. Magruder discusses this relationship between objec-
tives, policy, strategy, plans, programs and operations.
(Figure III) Starting with an objective the first activity to
be accomplished is the development of a "concept of atta.nment"

or "strategy". As a result of this activity a selection is made
of one of several or many ways through which the objective can be
attained. However, all strategies which might produce the
objective are not eligible for consideration. As indicated in
the chart by the vertical policy bars, the function or purpose
of policy is to restrict the selection of the strategy in accordance
with generally accepted principles or ground rules. These restric-
tions limit the manner in which the objective may be accomplished.
For example, the policy of non-intervention in the domestic affairs
of foreign governments would prevent one nation from adopting a
strategy which involved the provisioning of military weapons to
assist in supressing riots or disturbances. If one government
would have the objective of maintaining another government in
power, some other strategy would have to be adopted. Means such
as financial aid, moral ýersuasion, economic sanctions, etc.,
would be possible strategies which could be considered provided
that there was no conflict with established policies. On a much
smaller scale the housewife may elect to patronize a emall in-
dependent store in her neighborhood rather than a large chain
store because of a policy of supporting locally owned business.
Her strategy in purchasing supplies would be limited by this
policy. A policy of procurinp only union made goods by members
of organi2.ed labor would restrict the members of the organization
in the strategies they could t~n.sider and adopt in making their
purchases.

Once this strategy has been decided upon and determined to
be within the boundaries of existing policies, the next activity
is to assign time-phased tasks to elemrnts of the organization.
Each task necessary for carrying out the selected strategy must
be.assigned to some organizational element. This is done in
the planning function. A plan can be considered as the present
concept of a series of sequential and concurrent events which, if

2.8
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brought about i adequate terms of quantity, quality and time,
possesses a presently acceptable probability of producing the
desired objective. The plan converts the strategy into time-
phased assignments of tasks to component elements of the
organization.

A program, in Air Force Terminology, Is defined as (7) "a
projection of inventory positions or operating rates, showing
how the Air Force plans to get from a current position to
approved objectives". (p. 2) A program gives time and place
utility tv the plan by specifying the present, intermediate and
final positions tnat have been approved for attainment.

Operations consist of the time-phased accomplishments of
the requirements of the plan in accordance with the requirements
of the pro-ram. It is through the performance of operations
that values are created.

The foregoing charts describe the relationships between
objectives, policies, strategy, plans, programs and operations
withoat reference to either organization or to time. Figure IV
is designed to show the sequence of these related activities in
time, the relation of these activities to organization and the
effect of change on these activities as titue passes. Given an
objective to be attained at a future point in time, the sequence
of activities of selecting a strategy developing policy, planning
and programming follow until cperational activities produce the
objectives. As thus described, the operation would be inter-
mittent or cyclical. in actual practice, objectives are con-
tinuously being revised, policies are being changed, strategies
modified, etc., so that these activities become continuous in
time, Their development and change exist as a continuous
function, producing a continuous stream of products. The diagram
illustrates that there is a continuous flow of operations
producing a continuous series of objectives, each of which is
a stepping stone to the ultimate objective. The ultimate or
long-range objective continues to recede into the future and
remains at a distance fixed by the length of time over which
the organization attempts to perceive its long-range objectives.
The present status is the result of attainment of past objectives
and the attainment of future status will be the result of the
change in the present status.

Since the planning function prescribes the tasks to be
performed it is from this function that the design for organization
emerges. The tasks must eithr be assigned to existing organiza-
tional elements or the planners must anticipate the creation of
the organizations which will perform the tasks. As time passes
organizations may change in accordance with tne changing require-
ments of the plan. The assignment of a continuing task through
time is defined as a mission. The fundamenta! concept illustrated
by the chart is one of change.
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YFgute V illustrates the relationship between organizaticn,
anagewent end missions, The small circlea at the top represent

gr-xaps of continuous activities; in ;zhis case, the activities of
Coetermining requirements, the activities of acquisition and t1he
activi.ties of distribution which have bDeen identified (7) as
Co3nsti.uting the totality of the acti.vities necessary to the
attainment of all Air Force Logistics objcctives, It is popssble
to orazize tihese activities in two ways. They can be organized
by a-12. of those which have to do with The determination
of ..- i.l'r nts together in one organ'zation, all of the acquisi-
tion eativities together in another grmup, ePd all of the distri-
biroion• a,.- ivt.es into a thlrd. The activities are now organizod
oz a ftmctional basis.

It ia also possible to or~anize the activities on a product
bWnis. In this case the activitie3 iavolvd in the determination
of r-quT.remnaas, those involved in q'~sicn and those involved
in diistritbution for a given prodxuct would be organized into one
g-ou-; h activities involved in determnding requirements, ac-

.irAing and distributing another product wou.ld be organized into
a se,;oz-. otganization; and another ogeanization would be estab-
1xhc0d eo:7 tho acti'vities of dezermiring, acquiring and distri-
bv'%Atrg .rother product. This proceeds ",V- I all of the prcuc-cs
to b. cTcailred aid distributed have been -overed. The activities
are uowi orsarlzed on a product basis. If activities are organized
on a fittotional basis for an indefinite period of time, the or-
gan.7.4.i..o-a assi~med a mission of deterzrning requirements; a
oecond organization is assigned a ,xso-• of acquisition; and a
third organization is assigned a rnssio= of distribution. The
soIoa aesigzed to each of these ,.tion3 represents the

totali'sy of the continuing activitiC3 to be performed. The
act'iities of management, i.e., vo p.an, organize, direct, co-
ordi-iae and control (8), are not d.rectl.y :ela'ted to the objeca-
ti7ea, but are made necessary by the rroceas of organization.

Fig:e VI is intended to illustrate tie relationship bet,.een
mý'siono and ob~ectlves. Assuming ths wizieyr:.ent of the manzaement
aiCi. s to one group, the deterdiat.;on of requirements activIVies
Zo R seo..nd, the acquisition activities to a third, and the eiszri-
butioL Ectivities to a fourth group, it is now necessary to intro-
duco it.J th".is organization the lob to be dcne or the objectve to
be etsM.:.nd. The determination oL requirer•.nts organization zruzt
be ass.•ied the specific objective of de-.ermining requirements for
a given jroduct. Activities involved in acauisition must be as-
si•g.d ;Yh &pecific objective of acq',irrn a speaific product, and
the dVstributin organization essigntd the task or specific object'ive
of d"strl5 t-ng a specific product. is- tame passes, each of thSse

orEn:'niz,.tions could be assigned a series of tasks or objecAives.
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its individual objective. The attainment of the individual
objectives of each of tne organizations results in the attainment
of the total objective of the organization. For example, one
plane could represent the activities which have to do with manu-
facturing a product; the svcond plane could represent the activities
assigned the mission of selling the product; and those activities
assigned the mission of distribution could be represented by the
third plane. In each of these organizational planes is inscribed
the time-phased continuing relationship between objectives, strategy,
policy, plans, programs and operations which are internal to the
organization in the accomplishment of its given objective. The cir-
cular rings in each plane represent the epplication of the function
of control by that organization. The large ring represents those
acti:ittes which insure that plans have an acceptable probability
of producing the objective and the small ring represents those
activities which insure that operations conform to plans. The
straight bars which extend from one plane to another connect the
continuous activities of selecting strategies developing policies,
developing plans, etc. These bars represent the activity of
coordination between the organizations in order to insure the
proper time phased application of those individual activities
necessary to the proper time-phased accomplishment of the total
objective. They represent the medium through which the process
of adjustment of the function of control takes place, i.e., that
consistent strategies, consistent policies, consistent plans,
consistent programs, and consistent operations eventually result
in the continuous production of the successive intermediate obje.-
tives of the organization and finally its ultimate objective. nhe
white bar extending across the front of the model represents the
passage of time.

The model combines the several concepts previously outlined
in this section and is intended to convey the basic concept that
objectives form the hard core basis for the management of the
continuing activities of an organized effort.

The incresse in the magnitude of the management problem
when the size of the organization is increased is indicated in
Vigure IX. The organization represented is that shown by standard
orga:nizational charting techniques at the bottom of the page. Each
of the organizations at the extremity of the line connect the four
component objectives C,, C2, C1, to C),, the center objective (0 is
the same as that illustrated b' the triangular bar in the three
dimensional model. The problem of coordinating all of the activities
of these organizations toward the attainment of a comnmon objective
in adequate terms of quantity, quality and time is extremely complex.
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In actual practice the application of the processes of
control results in the selection of situations which are kncoin
or assumed as representative of the combined effect or result of
a large number of events. Inventory control is a comparison of
the results of all the events involved in purchasing, receiving,
storing, etc. Personnel turnover is considered a reliable indicator
of events designed to satisfy the motives of human elements of
the organizations. The profit and loss statm.ent is one tool for
measuring the resultant effects of many events. In applying the
processes of administrative control, management of the organiza-
tion must continuously evaluate the actual environment which is
encountered and compare it to the environment predicted when the
events were specified in the plan. The necessity to continuously
identify changes in objectives is obviously vital, The principal
difficulty in the application of operational control is obtaining
an adequate basis of comparison.

Practical solutions to the problem of control are essentially
statistical techniques in that situations selected for review are
assumed as representative of a very large number of events. This
situation occurs due to the physical impossibility of applying
the processes of control to each actual or planned event. The
problem of control is the determination of the number of such
situations which must be examined in order to obtain adequate
evaluation of the efforts of the organization in effectively and
efficiently accomplishing the desired objectives. In one sense
the management analysts who serve the managers in this respect
are diagnosticians of the management health of the organization
as a whole. In applying the principle of management by exception
they develop techniques similar to those of the doctor when he
checks the patient's blood pressure, pulse rate, temperature, etc.
They look for reliable indicators of the state of health of the
organization as a whole in accomplishing its assigned objectives.

In sumary, organizations exist for the sole purpose of
attaining objectives. Continuous changing of objectives and the
methods of attaining them requires continuous adjustment of the
operations of each element of the organization in order to assure
attainment of the total objective. Objectives must form the hard
core from which the planning, organizing and control functions of
management must emanate. It is this hard core which provides the
basic point of reference which permits the organization to be
managed effectively.
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R. C. Davis (3) states that: "The organic management
functions are those of creative planning, organizing and control
of the work of others in the accomplishment of a common objec-
tive," (p. 154) In order to illustrate the difference between
the use of specific and general objectives in the application of
the management control function, several examples are useful.
Let us assume that there are three individuals who are having
difficulty with their automobiles and decide to take them to a
garage for repair. Each of these individuals has a concept or
idea of his objective. We may assume that each has the same
objective which is to restore the condition of the car to
"normal operation".

The first individual describes the nature of the difficulty
to the mechanic and instructs him to look it over and if he finds
anything wrong to "fix it". The owner of the automobile has turned
over to the mechanic the complete management control function. The
mechanic applies the control process of perception when he investi-
gates the wiring connections; he applies the comparison process
when he checks the points clearance; he decides what should be
changed or adjusted and he adjusts by repairing or changing that
which he discovered to need repairing or changing. In this case
the objective of the organized effort (owner-mechanic) was the
mechanic's concept of "normal operation" as the mechanic defined
it. This concep; of "normal operation" may or may not be the
same as that of the owner. The owner assumed that the two were
the same when he gave the mechanic the general objective of
"fix it".

By delegating his management responsibility, the owner has
agreed to accept the results produced as being the objective to
be attained regardless of the cos- or resources involved. If the
mechanic decided to completely overhaul the engine, the owner may
have objected to the size of the bill. In this case the owner, by
default of management control prerogatives, has agreed to accept
the value produced and its 2oncurrent cost.

From the foregoing it is apparent that the powers of manage-
ment control or the right to control may be delegated when the
parent organization is either unwilling or unable to specify the
value to be produced and/or when the parent organization iswilling to accept the values produced as being the objectiveregardless of what these values might be.

The second car owner adopts a slightly different approacn.
Having no technical kaowledge of the automobile but realizing
that the cost of bringing it up to normal performance might be
more than he would be willing to pay, the owner consults with the
mechanic. The owner explains the symptoms to the mechanic and
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the mechanic advises the owner that any one of several things
might be the cause of the difficulty. In so doing the mechanic
advises the owner as to what constitutes "normal" for the possible

defective operations and the costs of bringing each of these
operations up to normal. The owner advises the mechanic to
repair the car provided that the cause is one of those suggested
by the mechanic and the ,',)st does not exceed a specific amount.

In this case, the owner, due to his concern over the possible
cost of attaining his objective, has decided to control the
operation a little more closely than did the first owner. Real-
izing that he lacks the technical knowledge he obtains technical
advice and decides that if the technical difficulty is any one
of those suggested by the mechanic and if the cost of rectification
is not over a certain figure, he is willing to accept the results
within theso limits. As a result of his conference with the
mechanic, he has established a specific objective. By limiting
the kinds of repairs that could be made and the total cost of
such repairs, the owner has quantified the objective for the
mechanic. The mechanic can now control his operations with the
assurmnce that the results will be acceptable to the owner. This
is an illustration of management by exception by the owner; the
exceptional case being when a cause other than that anticipated by
the mechanic would be found or where the total cost would exceed
a fixed amount.

In examining this case in the light of management principles
It is evident that bcth the owner and the mechanic exercised the
management control function. The owner was convinced that the
plan was capable of producing the objective based upon the advice
given to him by the mechanic. The principal concern of the owner
was the assurance that both he and the mechanic had the same
concept of the objective. The owner was also concerned over the
cost of attaining this objective since it might be cheaper for
him to buy a new car rather than to repair the old one. The basic
point is that the mechanic was given the opportunity to control
his work to attain the objective which both understood. This
opportunity was created when the owner specified the objective
and the worth of the objective to him. Within these limits the
mechanic could make decisions and adjustments.

The third car owner is an expert mechanic. Believing that
he has more technical knowledge than the garage mechanic, he
specified a series of operations that should be performed and
obtains an estimate. Accepting the estimate he instructs the
mechanic to perform certain specific operations. Upon receiving
the car he checks to make sure that all of the operations were
performed, accepts the car and pays the bill.
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The third car owner has nct defined any objective to the
mechawic - either general or specific Re has delegated the work
to the mechanic; he has not delegated any management powers or
responsibilities. He alone exercises the Perception, Comparison
and Decision and Adjustment processes of control. Since the
neehanic accepts tVe authority of the owner (and his money) he
carries ou't the adjustaent operations as the owner specified them.
It should be noted that the mechanic can produce the objective
without any krowledge of v t it is. His personal objective is
to carry out the instznctiou.s and satisfy the owner. He has no
responsibility for results - only for carrying out the instructions.

A comparison of the three methods indicates that the principal
difference is in the degree to which the owner specifies the
objective, the degree to which he and the mechanic divide the
control function. The first owner provided a very general
objective with no limitations on what was to be done or its cost.
The second owner specified an objective in terms of both what was
to be done and its cost. The third owner provided no objective,
either general or specific. The degree of application of the
control processes by the owners increased from the first owner to
the third owner with the correspondirg decrease in freedom for
application of the control prccesses by the mechanic. The second
car owner divided the mansFement control responsibil-ty between
himself and the mechanic and utilized the managerent capability
of the mechanic while still retaining some degree of control.

If this analogy is extended to a larger organization, the
effect of different techniques is more apparent. In the case of
an owner of a small manufacturing organization (which is organized
into a proaaction, sales and distribution crganization), the choice
of methods may be much more important. In this case the demand
upon his time may be such that he cannot direct each individual
action and on the other hand he cannot give each organization a
general objective and hope that they all come out even. The
values produced by the production organization are the same values
which must be sold by the sales organization inon distributed by
the distribution organization. The value to e produced must be
specific, the values to be sold must be specific, and the values
to be distributed must be specific.

The manager is thus faced with the problem of having to give
the heads of his three organizations the uiportunity, power and
responsibility to control the operations of their Individual
organizations. Using the owner-mecbar.ic relationship as a standard
of comparison the owner can give eacn of his managers the maximum
opportunity to control their operatior~s by establishing specific
objectives for each organization assuring the correct concept
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is evidenced by the- :-sa of fz~cte8tr brc:,ad or general

rw~§:~Copy



plann and the need for specific objectives for plans which assign
tasks to organizational elements. General objectives cannot be
translated into specific tasks without automatically quantifying
the objective.

In sumary it may be stated that specific objectives are
necessary to the management of those operations required to create
specific values. General objectives are useful in establishing
the general course of an organized effort. The power and respon-
sibility of management can only be properly delegated when objec-
tives are quantiried in terms of quantity, quality and time. In
order to assure the attainment of the objective of the organization
as a whole, component organizations must receivt their specific
objectives from their parent organizations and must use these
objectives to compute the resources they require to attain these
objectives.
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A. Introduction;

Having established a model or theory of how organizations
might be managed in terwm of objectives, the next task of the
group was to determine the degree to which Air Force operations
are being managed in terms of objectives and are managing their
subordinate activities in accordance with the theory developed
by the group. In order to provide possible evidence with respect
to the reasons for use or non-use of objectives, the research
group also attempted to ascertain the opinion of managers in The

Air Force as to the relative importance of missions and objectives
in the organization and management of operations. In order To
measure the management activities of Air Force organizations t'e
research group established criteria which could be used for
determining whether or not Air Force organizations are being

saaged or are managing their subordinate activities in confor-Mence
vith the theory developed by the research group. This criterion
van then translated into a series of questions; a group of AL=
Force activities were selected as being organizationally repre-
sentative of Air Force management;questionnaires were submitted to
this group and a system of analyzing the data was established.

B. Development of Criteria:

It was decided to establish four separate categories of
organizations depending upon the degree to which they met the
requirements established by the theory. These categories and
their corresponding qualifying criteria were as follows:

1. Category "A" Organizations:

a. Must have a written mission statement.

b. This mission statement must have been given to
the organization by higher authority.

c. The organization must havy a single document con-
taining the objectives of the organizational element.

d. This document must have been given to the organ.1ze-

tion by a higher authority.

e* Some of these objectives must be specific in nature.

f. The specific objectives must be used to compute
the resources required by the organization to
accomplish its objectives.
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NOT REPRODUCIBLE

11 2. CateScry "B" Cr'ostiz1amic -A

a. MiAst have a wrltttý miassio2 statexent.

(1) Dveicped by tLe or.-p-nizatiao but approved by

(2) ttv-1cred ty, -te cr,3clzaticý2 based on documentsI ~ ~or data. ;.rcvidsi t;f agier x-t.t~or1ty.

c. The objetý-t~vAi :f -:ht- .~~. ztc mut be given toI ~ ~~~~t~hem it a :. cJsc'e

d. Twhece r~b4ec~tvea t~ e-

(1) Nvalcpcd o;-r t'-e -'ro&aizatior but approved b~y

(2) D'-eieci~ ty tat crý,&=.zatic-v fitm documents or
"I da --t,:v~deý Dy ait-rrity.

3e. &-me of t': e Ct 1-orvts v ve specific i.n nature.

f. The spec.'fle zb ,c-iwys mix be usAed to c~ompite the
rescurces rq.-.ef ty e oCs3r.,41zat1od to fteecMpliBs3 its ob ject-ve.:'

3.Category, "'C" O' z~r

a a. The. orga. azatior, na-unt a ritten statement of
its M16610n.

3 b 'e m~issicL. stae~te.:xt May *Il

(1) Devter~ed b-y otje o :arzatic,", buit approved by

(2) Develcred 1-;tne oe~~i~ baped on documents
or, da-te prov-1ded t,, nigutzx auth.ority.

Io. Objectives c~t *rnt -:.CLAZ20;,J-.rIA may be derived, from
prog-rsz d m.c. t , 4 e-texa, te.,.etypes, manuals,3 ~regril.aticv.5, et~c.

d. Samie of tz 'tjet~tives must be specific in nature0

e. These Cbe7le XAt te aistd to coxpute the resou~rcesIrequirid ny tre o:znzto to aecckiplish its
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* NOT REPRODUCIBLE
14. Category "D" Orgm.4zaticb:

All.cgz.z~ r,.t qualifyia for Categories A, B,
and C were P~ft-ed iC C.-%tecrV D.

5. Categor-yr 'T' rýxat-zatic~s:

ThiA -rmte,-Irnr va!! etat2.-iK.'ed fcr the -p-rpose of
Isolating t:-oce orza-A&7.ia.:- v:C mh42 -naed, their subordinate
organizatiorls it, tervi.. o~f c-,- ect 1'1es. Catgtgery X organizations
met the tcocwatg criterlaý

b, MAL-t a~eip-t -bject-lves tz t.-:ir subc rd I -ate

c. Som~e --f tt ~c i v Es a ?7.e a to silbordinate
or~iz~~~ ~*t~~e rr-e-f ic.

d. All c~r ;ar-t cf tteccne e used by
the crga:,.5--c- ir, Tme ;rtgreas of
their ti.

6. Categery "1T' ~ r

This catP 3-,.9;, wa.-~~i~d it. -rder to identify
those orgat,-±Iati:rn? -jacr, ý.d:CStr~a. t.-lat 4thy b-el)eve in the
vital tatLure .-,f wtt- *:f &-'~~ad. ,,bjectives
for the yprpo:e of maazi.q, rgtzrizatio~ns placed
in this categcry m.et ta~e oi: cri-ter-.a.

a. Believe z.issicnn attemets t%. te vitally necessary.

b. Believe t"Int -A writtF-a stazae.jer~t of the cbjectives
of their oz-gatizat.c~t va vitally -necessary to the
orgaz~iAmtU::ý fo~r ~.tstairg their c~;eratio:-3.

a. Believe 'atall cn~arwlzaticrts s'"o-.;d give a
writte.ý sTA-et er,' -,f cojectives to t-ýeir subordinate

d. believe tL'-et si-me of these cbjectives sho.iald be
specific it. nature.



C. Design of the Questionnaire:

The questionnaire developed by the research group was based
on the criteria indicated above. Included with each questionnaire
vas a letter explaining the objective of the survey; a set of
definitions coverl.ng the terminology employed with particular
emphasis on the difference between missions and objectives, and
the differentiation between general objectives and specific
objectives. A copy of the questionnaire and the letter of
transmittal is included in the Appendix.

D. Selection of Samale:

In determining which Air Force organizations should be
contacted for the purpose of this survey, the research group
endeavored to contact that point in the organizational structure
which represented the level of transition between the primarily
administrative and the primarily operational activities. The
research group determined that the division level of the Head-
quarters organizations and the equivalent of division level at
the field organizational level would represent this particular
point. In addition the research group believed that it could
expect to find a reasonably good knowledge of management principles
and their application at this level.

Due to the time limitation of the research project the
group decided to restrict the questionnaire to the seven Major
Air Force Commands within the continental limits of the United
States.

r In accordance with this requirement the questionnaire was
sent to 144 separate divisions within the 7 Major Conmand head-
quarters. Below headquarters level, the questionnaire was sent
to 470 base level organizations of 5 major commands and to 152
divisional organizations of Air Materiel Area (AMC) organizations
and 107 divisional organizations at ARD, bases. This represents
a total of 944 organizations within the Zone of Interior which
were selected for participation in the survey.

The major commands selected were the Strategic Air Command,
the Air Defense Command, the Tactical Air Command, the Air Materiel
Command, the Air Research and Development Command, the Military Air
Transport Service Command and the Air Training Command. At base
level, organizations contacted were: Chief of Maintenance, Chiefj of Operations, Chief of Personnel, Chief of Supply, Base Comptroller.
At the Headquarters of all the commands at the AMA's and depots of
the AMC the following organizations were contacted: Materiel,

r" Operations, Personnel, Comptroller, Adjutant, Services. Included
in the Services category were such organizations as Informatien
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Services, Provost Marshal, Resources Analysis (Surgeon), Security,
Medical Education and Community Relations.

E. The Organization of Data:

After return of the questionnaires the reserorch group
entered the results of the answers to the questions on accounting
type paper. Plastic templates were used in order to count the
number of organizations in each category (A,B,C,DX, and Y) as
previously defined.

Other significant date was obtained by direct count of the
answering organizations. 'The data was collected by Commands for
the purpose of comparing the answer by Commands.

F. Quality of Data:

In order to obtain a general impression of the reaction of
respondents to the questionnaire and to permit the research group
to establish a confidence level regarding the degr-e of under-
standing of the respondents, one of the members of the group
contacted a representative sample of the organizations surveyed.
These visits revealed that, in general, the questionnaire was
being given careful attention and that the degree of understanding
was adequate. There was a slight tendency for organizations to
consider functional statements as being objectives itther than
mission assignments.
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A. Introdu'tion:

Survey questionnaires were mailed to 944 Division Chiefs
or equivalent level organizations within the Zone of Interior.
Seven hundred thirty-two (732) replies (77% response) to the
questionnaire were rene.ved. Only 687 replies are included in
the analysis since 45 rMplieS were received too late to be in-
cluded in the comparative statistics. The following is a break-
down by Command of the number of questionnaires mailed, the number
of answers recniVed, and the percent of response by Command:

QESTIONNAIRES QUESTIONNAIRES PEWENT
COMMAND MAILED OUT ANSWEREDJ RESPONSE

ADC, 85 52 61
SAG 172 L.26 73%
ATC 156 124 84%
TAO 98 59 60MATS 41 X- 79%

ARDC 131 96 73%

TOTAL 944 7:32 AVERAGE 77%

In order tL provide readers with the opportunity to judge
their own thinking and roncluasons, data on answers to each of
the questions has been ilui1d3L In tne Appendtx. The information
is broken down by Commands for ease cf comparison purposes. The
findings included in this seý,.on sre based on data which the
group felt was most sign7.fioant to the z .search project.

B. Management of Respondents:

To determine to what degree respondent organizations are
being managed by their parent organizations, the research group
applied the criteria and sorted organizations into Categories A,
B, C, and D.

Figure X indioates th. pertant of respondents which met the
criteria for a Category 'A' organization. The chart illustrates
the decrease in the number of qualifying organizations as additional
qualifying elements of the crVteria are added. The findings reveal.
that 95.9% of respondent organizations have a written statement of
their mission. However, only 42.,% cf the total respcndents have
a written statement of their mission which was assigned to them
by higher authority. Only 259% have a m.ssion statement assigned
to them by higher authority together with a written statement of
their objectives. Fifteen and s.x-reuths percent (15.6%) have a
written statement of their mission assigned by higher authority com-
bined with a writteu statement of objectives given them by higher
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authority. The uumber of ýrganizatlloas is reduced to Ii.I1
(of total respondents) when they are also required to have
specific objectives in.-luded ,n the objiertives assigned to them
by higher authority. Only 9.5% of the respondent organizations
meet the complete criteria of:

(1) Having a written statemeniT of their mission assigned
to them by higher authority.

(2) A writteu statement of objectives given to them by
higher authori+y.

(3) The objectives g-.ven to 'them by higher authcrity must
contain some which are specif.o• .

(4) The oreanizat-ou mjst uise these -pecific objectives
to compute T~he reso-r:es .t needs 'to do Its Job.

Figrte XI 's a breakdown of the total aimber of activities or
organizations in the Category 'A .,lassified by C-immsadsa Attention
is directed zo the faz- tV,'! the Co.ands whish are operational in
nature have more organ .-zatio:.s meeting the Category "Al criteria
than do the Commazis whi.h are p;marIly sernrce in atuxre.

Figure XII .11.strates huw Caregory rB1 :rgsnizatioas were
identified. T!he -.hart 'l1us :ares how a de reas-ng rnumber of
organizations qual-..fy as Ca--g.ry 'B' organ4,.ations as additional
criteria are applied for q alif7aton p-Arposes. The Chart shows
that 9..9% (semne as Categcry "A"., :f responden'ý organizations have
a written mission statemenýo Th- per eaage drops to 92.8% when the
requirement is applied that these mijson s ratements must be developed
by themselves and approved by h',gner autho;,,y and roast be developed
by the organization based on pr-graums .= da+a supplied by higher
authority. When the cr ter'-'for hav. g a written statement of
objectives is applied, the per•,-nrage drops from 92.8% to 49.7%.
This is the point where th- [-rgest number of organizations are dropped
for failure to qualify. A small drop to 44.3% is notpd when the re-
quirement is app2.Led of wri" en statemenrs of objectives which are
developed by the organization and approved tv higher authority or
developed by the orgaaizarion based on documents or da*a provided by
higher authority. 'equlring that some of the objectives given to these
organizations must be spe-•fiT in nature redunes the percentage to
28.8%. It is at this point ttiat the seond signifiant loss of
organizations :ccurs for failure to meet the criter'a. A slight
decrease is noted when the req'iiremen% .s nznluded tha4 organizations
must use their spec-nfi obje.ttves -o c~mpute the resources necessary
to accomplish their oblectives. The final f.gure is 21.8%.
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%or Respondent activities meeting "B" criteria
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Figure XIII indicates the number of respondent organizations
who meet Criteria "B" classified by Command. The operational
Camnands which headed the list in the Category "A" classification
now find their positions reversed; the primary service Commands
accounting for more than half of the total organizations qualifying.

Category "C" organizations are those which meet a criteria
whose standards are considerably relaxed from those of Categories
"A" and "B". Ftgure. XIV shows the categorization of organizations
as the requirements of the Category "C" criteria are successively
applied. Again 95.9% of respondents had a written statement of
their mission, 92.8% of the total respondents had this mission
statement assigned to them by higher authority. The third step
represents the major variance in criteria "C" as distinguished
from that of "A" and "B". Under this criteria, organizations are
permitted to have informal objectives obtained from sources such
as program documents, teletypes, letters, manuals, etc. Fifty-nine
and five-tenths percent (59.5%) of the respondents satisfy the
criteria when this requirement is added. Forty-nine and eight-
tenths percent (49.8%) of the organizations used their informal
specific objectives to compute resourcis required to do their
Jobs. The significant fact is that these organizations have
objectives which are specific and they use to compute resources
requirements. The validity of these objectives may be questionable
since they were not given or approved by the parent organization.

Figure XV is a division of Category "C" organizations by
Commands which is self-explanatory.

Figure 'VI is a summary chart which summarizes the data
showing the number and percentage of organizations qualifying
under Category A, B, C, and D and the distribution of the number
of these organizations by Commands.

C. Management By Respondents:

To determine the number of respondent organizations which
manage their subordinate organizations in terms of objectives, the
research group established a criterim for Category "X" organiza-
tions. In order to meet this criterion, an organizaticn must:

(1) Prepare or approve written statements of missions for
their subordinate activities.

(2) Assign specific objectives to their subordinate
organizations.

(3) Use all or part of these objectives in measuring
the progress of their subordinate organizations.

49



%of Respondent AF. aotlitieO Seettng criteria "B"

AMC

SARC

SAO

AF AVG.

FIG=UR XIII
50

pI



% of Respondent A.F. activities meeting criteria "C"
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Figure XVII indicates the number, by Command, of Categories
A, B, C, and D organizations which also meet the criteria estab-
lished for Category X organizations.

D. Opinion Survey:

Specific charts were developed for the purpose of 'illustra-
ting the comparison between the nature of objectives and missions
of organizations and their opinions regarding the need or useful-
ness of mission statements and objectives in the management of
their operations.

Figure XVIII compares the number of organizations which
have a written statement of their missions with the percentage
of organizations which believe that their mission statement
is vitslly necessary, helpful, or not needed in the management
of their operations. It is significant that almost all of the
organizations have a written mission statement, but only 61%
believe that these mission statements are vitally necessary. It
is also significant that a very small percent say that they are
not needed. Th,.- degree of uniformity of the distribution between
Commands is apparent from the chart.

Figure XIX shows the number of organizations which have a
written statement of their objectives as compared with the
number of organizations which believe that such a statement
of objectives is vitally necessary, helpful, or not necessary.

In comparison with the preceding chart (Figure XVIII) it
should be noted that there is a considerable drop in the percent
of organizations which have a written statement of their objectives
compared with the percent which have written statements of their
mission. A lover percentage of organizations believe that objec-
tives of an organization are vitally necessary (50%), although
a larger percent (47%) believe that written statements of ob-
jectives are helpful. The number that believe that objectives
are not necessary in comparison with the number which believe
that missions are necessary goes from 1% for missions to 3% for
objectives. There is more difference between the Commands
regarding objectives than there is regarding missione.

Figure XX illustrates the relationship between the percent
of organizations which have a document informing them of the
objectives of their next higher organizaticn and the percent which
believe that such a document is vitally necessary, helpful or not
needed in. the management of their oDeraticns. In general, fewer
organizations believe that this document is vitally necessary
than believe that mission statements and objectives are vitally
necessary. A larger percent also believe that this information is
not needed in the management of their operations.
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category v'X Organizations

1 18 3 23

SAC 12 2-5 19 1 47

ATC 9 11 39 1 60

TA 2 8 16 0 26

S3 50 75 10 138

MAMS 0 5 14 2 21

AMQ 3 12 33 4 52

TOTAL 3Q 102 214 21 367

FIGURE XVII
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Does your organizatlon have a vritten statement of its miueion? ($ YES)

96.2% 88.6% ,96.8$ 96.7,1. 88.-t$ 98.3% 93.8% 9T.9%

' I

TOTAL ADC SAC ATC TAC AMC MATS ARDC

Do you consider your mission
statement to be:

A. Vitally Necessay

A B. Helpful
63% 33% C. Not Needed

(A A

62% 37% C C. (A

/18%

SACT CP 
O /ULAT

/AS BATDO

A /B
611%, (38%

A B
507%6 39% A /B

TAO TOTAL C 32%

MATS (A A B Ac4%

c 4ý,C 4%

FIGURE' XVIII
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Do you have a written statement of the objectives of your organization?

TOTAL ADC SAC ATC TAC AMC MATS APr

62 47 3% 621 55% 68% 536 5157;1

[I

I Do you believe that a written statement of objectives of your organization is:

A. Vitally Necessary?
A B. Helpful?

33% C. Not Necessary?

C 3%

A B

"•A B 5)4% M %

A B
A B 5)4% 4)4%

34o% 661%

TAC 05 AMC 2%

tADC ATDC
AA BB

C3% 45% 52% 38% 5% C5
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Do you have a dowament imforming you of the objectives of your next
higher" o1 anization ? (% YES)

TOTAL ADC SAC ATC TAC AMC MATS ARDC

Do you believ" that this donumant is: A. Vitally Necessary?
B. Helpful?

C. Not Necessary?

( A B

A % B

23% 77%

AI
2% 61% j ADC AB

30%

VAC 10%

AA CD4
A B

FIGUR 63

52.% A B
31% 61

TAG C 2% TOTAL~

BAMC C4

50% B
A 65%
31% C A

6~19%N

MATS AD 1
FIGURE XX AD 1
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In order 1to dvt,,r~ina whet'he_:r or n~ot th-Er- is3 ary
cor~relation betveern lei,-, a Oazzgonry A.3, BýC2 or D organization,
ard the opinica~ of these crgapizatiott, Catce_,ýry "Y"wa

establiched. Tnis catea;o:.- aOS nt tbc V-~iztc 1shih

(1) Believe that micsion sTateme-nts are vital~ly necesisary.

(2) Believe that cpecific ou.j'~ctivez are vitally nac,,seary.

Figure XXI shows txiz =uber oLf Cae A, B, C and l)
orvanizatiors v_'-ic~2a~ qr,.ality FH " 'Y" oanizqt-Ions.
Figure 1'jo. 1 shr~ws ze relat~io':-?aIn t-:tv.'eý C-, A, B, C an~d

Dorganizations, Cat'.gcry X or,~ic~ ardCaor

organizaticna.

E. General Data:

Figuare XXIT cý) -rcs the :,r f ot'g-a)i za~t i os whichi
prepare or approve a wrte ta; L~ f crsfrtheir
subordinate orr, v~ztin ita~ u,_-&ýblr cf orsanizaticr:s which
give ob,ýectives to t~heir :.-Cordirai::t?~~ii~ Thne total
for the populati(_, is 'cn a~ il býo~h c s :t shzould be
noted that the ýtratesic Air C ~ thý- TAo.Gcza Air 'orna.& a:,.
the Air Trainirng Cr_=a:c arý ý ~ u-rv ~ v ~:e tniar tk-ey are
miss ion-mL'ndea while t'-Ie Ptir P,_t'r.se Air Mdzeýri(- C-:'.-;r,-d
Militar-y Air Tr~p~~Ser'vice t': ne2 Air Fo.-tar ýh and eeo::t

Comand are more .iizoenec h t*-e-y are (obirct ioescorienterd,K It is possitle t3 examitne d..he det res-..'ltizg frc-z the qttesticr-
naire with the i,,jos :u~-~ f idectifI'%lo~ tl- 'na.nnr boY whacch
Air Force organiza.tict~s reoa ' vte and u~e ttLir cdisions and objec-
tives vithc,ýjt res'pect t,-, spzrcific: model or -cbheýzy. Frcm tblis
point of~ view J.4 iý, r)t~ed sinat zile tctaI of CaT..gorjr C' crgeizati-=n:
represents49.8% of -the to.tal orz*tir'Evr:re I /
Category B and Categ.otry C zorga.nizat ioiiE produce the tighest

*percentages (681, and 63% r,_s-ecetively) of Catg..ry X crgar~ zations.

Cat-egorty C 'razto differ firn OCei-ory A an-i 13
organization.!ý in tuat zh- haveý izfer.zal. :bj~ziivej ~ cvitained
in a single vritter.. dcc,.:ezt giver t., vl~ ig'her a").tchrity1 ard
that theyr obtai% these ifua. jz1v from a varie*ty ci'~r r~
Ninety-five rerzýe't ,,%)'f ai.l r-pa~r:svorted thýacý thley
had infonmal ob~jectives. Frý'tt "Lia data iT, Would. aj;ýear tnat t..riere
may exist a Gysteni whereby or~asi z_ are ExP.*.cted to develop
their objectives frcm vzi sources sucha as rzg-ýlatiozzis,
manuals, Air For.-e ~rr'gara doc-unlpnts, ebe.
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Category *Y, Organizations

CO_.. AB CA TE O Y 0DT T .

ADC IL 1 0

SAC 10 9 5 1 25•

ATe 3 4 15 2 2

TAG 02 9 0 11

AM 28 24 10 65

YATS a I a a 4

ARW 2 8 8 0 18

TOTAL 18 53 72- g4 157

FIGURE XXI
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Do you prep•re or approve wrltten statement of missions for your1 eubordiunate organizations? N ".MS)

7% 7% 5% 614% 66% 814% 93% 80%

Is
1 I -

TMAL AW SAC AT( TAC AMC MATS ADC

Do you provide your subordirnte organizations vith a sinL-le document
prepared for the Ppeeific purpoee of informing them of their assigned
objeotlvsW

N% YES8)

714 514% 5%6 80% 83% 6%

i- "p

TOTAL AX' SO AM' TA AMC MATS &M
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* NOT REPRODUCIBLE
If a formal - yeq3te-n ',f assigning objectives existed, it

would be exyected that ,'ichi a system would provide for correlation
of objectives ausigned te aeparate organizational elements in
order to insure the proper seqaential tfmr--phased acc-u.pliebment
of the objectives in the quaantity and quality desired. Air Force
program documents wculd appear to vatiafy this requirement to
some degree. I-t w.'€,:d, t.ereforp, be ex ATectcd that the majority
of organizationsi would obtain iost of their informal objectives
from surh program, documents.

Figure M.TIJ depict6 t1he atswers fr.,in respondents as to the
source of their oofor~l obJective:,. 7.t! it'zbers shevn represent
the number of orwa•tzai,,, wich rcrt.''I that they obtained
informal obJectiv•"s frc• tne so-xree indif4..aed. AA. organization
could obtain cob.ctives f'rom Tori tbn onc s.-,urce and a majority
of repcr-ing organt' ticzcn c'heckked more tban .r;n, sturce.

On the baria of the total f1izres, R,..iatic-, and Routine
Corresp.¢ndence a'e thte ,::•, +e,:t.r-ed ijourcea. Veeoal, Manual.,
and Telety-es p,,vid^. the text ..t zq...nt S.,urces in that crder.
Schedules, Air, F,:.rce ro.'r~r D..'.:zr., War Fla•r, and Other follow
in that crder &4 . cf inf'ctr;l '.b,'ecti'os. Air Force Proqrsm
Documents and War Fl%%-! ar't 'th. ieast -t•-o:ed rcurces (excluding
the category of s.her.ezK. Tirhis patt , i:. ge.iertiiy true for each
of the cz:a~nds. Thi, dt lIdica-te4 th.it Air Vorce program
documents are nv: the ;rlnciple z.urce ±f, inf••zal objectives.

In addition t.: the irfcrmuti,::n rrr,vided in the for- of
answering tr.e que'•ticrs warr;. of the or'gAizaticn3 returned the
questicnnalre witt c(•cents. A .-ieieot•or. of crments are included
as follows:

" "At the present time written cbjectives for the field
services divi~ion are incl'uded in a Dep.:,t Objectives Brochure.,
However, it is antici; ated that we will have a Division "Written
Objective" in tthe near futuzre, as, it 1z our opinion that such is
of great importance to ar. organization of this nature."

"Unless the miasion %=d obJectiveb cf each cqamand and its
parts are clearly cuztlfrned and revised. acacrdizg tc changing
r.ograms and ccodit•ins. %Yhey can be a et'rioua handicap rather
than an ast:et."

"I convider, in the pre.-uet Air Fcre, generally we have too
mny unnecessary vrittez oijectives."

"We have noted that s,.-.e gcals are ,c.eved with relatively
little use of --maa.en-f.nt rinciple3, chan:.e: unexpected conditions
or a turn of events ui,, favcrable actin=_ tr. take place."
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"This type of thinking is most encouraging."

"There is a definite chain which must be followed to provide
adequate continuity for the work, and adequate opportunity for
management by the supervisor. This chain is Mis ion, General
Objectives, Specific Objectives, as defined above."

"In a staff organization, specific objectives are difficult
to develop and are often developed to satisfy a requirement."

"I am in the process of developing a single document listing
the objective of my organization from a series of other documents,
notes and my own thinking."

"The mission and rojectives of the Strategic Air Cowmmand are
clearly understood by tae dedicated career officers and airmen.
S...I myself do not need written documents to tell me the purpose

or objective of the SAC mission rather information on how to best
do it."

"It is my opinion that inadequate attention is paid to
defining a realistic, feasible mission and then establishing
objectives (U.T.Pos, etc.) that will assure the ability to
accomplish the missicn or Ciuse Revision of the Equipment and/or
Mt.3sion so that it can be accomplished, ... agencies seemed to
bi more concerned with ir~rcved performance in equipment than
with achieving any better ability to accomplish the mission.
... it is clear that we must either limit and define the mission
within the capabilities of the equipment, or design the equipment
to perform the mission,"

"The only difficulty encountered in ansvwring your questions
centered around a matter of interpretation."

Many of the crganizations answering the questionnaire
inclosed documentary evidence of their efforts to establish and
define their missions and objectives. In general, the iesearch
group found that by far the majority of these examples contained
general cbjectives rather than specific objectives. Some of the
objectives listed are as follows.

"The attainment of war-time readiness in peace-time operations."

"Elimination of duplication of functions."

"Continual review will be made to identify and implement
major management philosophies."



r
Some of the specific objectives furnished by the respondents

were as follows:

"Prepare 2 each aircraft for transfer to IRAN schedule as
follows. "

"Maintain sufficient dock crews to perfoxm scheduled periodic
inspections on group assigned C-124C aircraft."

r
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CON0tUSIONS

The group concluded, pertatning tc the theoretical portion
of the researeh work. trat the attainment of the total objective
of an organized eff-,rt requirea the exercise of a management
discipline. Trts ana~eientt discipline requires trat organiza-
tions be created only becduie an operaticn =ist be performed.
Operations require tne identification of objectives in specific
terms. Since ogizaivrns miat receive adequate valAes in

return for the values they create, the resources used to produce.
the values can only te ju'atified on the bEais of the value
(objective) created.

Assuming the c.o0zV-tn*ts! of the theor7 as interpreted into

the criteria of Categ.:ry A, B, C and D cz'rganizaticAs ard assuming
that the sample va4 r epresentative of the pcpui!tion, the research

group concluded tha: :iel a s-L6l ;erc..entage (9.5%) of Air Force

organizaticna are managed in terms c-f obj+.c.tivea. Apprcximately

one-half (53ý% manaee t!ir s'ordinate :,rgilzaticns by giving
them specific c.boectives. H-:,wever, since a ;aj,--rity (69%) of

these organrizationf (Ccte@cr'y C ar.a Cutegcry D) tave objectives

the validity of wnicn may be dc"Ated. there io a question as to

whether or not they ate maraging it tle right direction.

The rezsearch grn.ýp c.;u'ld draw Lo specific conclusicn which
would serve to explain the ultiatict ar deie.rfbed by th.e data.

Efforts to correlate .pnnCioc with A ,. C irA r, categcries of
organizations failed t,* indicate that orgatizations are managed

by reference t,' oojective!t t-cau*e of tneir co,.viczions. There

was no correlaticn tetween organizatict. Vwhic'h are being managed

and these which manage in term6 of objectives. The group could

find no evidence of unirifcrmity of' data which would indicate the

existence of a fcrmai system of providix'g and correlating
objectives.

Air Force Msnual 25-1, September i954 states:

"It is necessary that all levels of ccnmand ascertain that

their expenditures of effo:rt contribite directly to this over-all
objective."

We appear tr, nave ercugn principles. Wnat is needed are

techniques for gettirt this done.
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RECOMMENDATIONS

Based on the findings and conclusions contained in this
report the research group recommends the following:

a. Headquarters USAF and Major Air Commands stress
the need for quantified objectives to their various management
levels by:

(1) Institution of an educational program to acquaint
their management personnel with this highly im-
portant yet basic fundamental responsibility.

(2) Establishing a review of their existing practices
and where necessary make it mandatory that each
level of management quantify the objectives for
its subordinates.

(3) Establish the necessary controls to insure the
compliance with the program of management by
objectives.

b. That 7eadquarters USAF, Air University and Air
Force Institute of Technology establish a research project to
further develop an Air Force concept of management in terms of
specific objectives.

c. The Air University and the USAF Institute of
Technology stress the importance of specific objectives and the
management responsibilities for quantification of objectives in
all its educational courses on management.

d. The AF Inspector General make the subject of
"Management by Objectives" a prime area of review to insure that
expenditures of efforts do contribute to the over-all objective.

These foregoing recommendations are based on the belief that the
theory of "Msnagement by Objectives" is both logical and practical.
,Quantification of objectives is a basic responsibility of manage-
ment and the higher the level of management at which the quantifica-
tion is accomplished the greater will be the probability that the
real objectives will be attained with the least probability of
wasting resources.
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In the opinion of the research grcup this quantification
process is not easily accomplished. It is difficult and mlght
appear, at tties, T'. b, vi:ýtually ipcssible but it can be done.
Throughout t•e Air Fo.rce large sums of money have been expended
to insure that tne direct worker, the man in the repair depot,
the man on the line, and tne man in the warehouse is carefully
supervised and ba. perfcrtance, time &nd effectiveness standards.
These same efforts are aleo finitely costed by standard cost
systems, invertory cost systems, materials and labor accounting
systems. In the total agregate of Air FLrce operations this
applies principally to the direct worker. This is not to be
construed as a critici: b.it as a basis for comparison with the
apparent laxity of management of indirect efforts. The continued
growth cf overhead, iapprting, servicing and staff costs and
operations make it xandatoiy that the Air Force insures that the
objectives of the;e overnead organizatioL3 are as specific as
those of the direct worker atd that the operationa of these
organizations produce reaults which do contribute to the total
Air Force objective.
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-NOT REPRODUCIBLE

DEFINLTIONS

A. Miesion.

Mission statementg de¢crLr.e tht activitica uasiged to an
organization. Tr.!y serve to tde,,zify a specific group with its
activities as cortra3tzd witn the ac.tivities aas•ged to another
group. Mission stateserls are cnaracterized 'y their identity
and coexistent wizttn crgarAzat!,o:al elezeotis; they describe the
group of contrin-arn a&tivities wnicn are assigted to the organiza-
tion element. Tcey prescribe activities to be perfcrxed without
any relation to t'he quantity or time--nasirg of specific activities.
Such statements at,

"To administer Imcgrams"
"To pr'::zcte the saie of"
"To dij.trib-Ate"
"To ;roc'.re"

are examples of mst~icr. !ýtatemenzs,, Suci staterents, by themselves,
do not prcvide a Laeis ft'r wanriegizg t-.e n;eratiozs of the crganiza-
tics. Until these activities a&e apglied in #se manner, the op-
portunity or necessity fr maage.rent d'es not ex!xst. This can be
better understcod if a A'utactcrir• c'r~a~izat1. is considered.
The producticn orlanization is afgd rre ;z';duction mission.
Planning for prt.d&ctiar., organizingr fcr Vroducticn, directing
pr:4uction nctivitles, c.:crdinritim prcd-ction elezents and con-
trolling tte evtire process canrt.t r•e acccv.;.listed vithcut
idenzifying the item(b) to be ;rcdtced ard trse quanvity per unit
time deaired It is i& e.t ;ossxi"2e tc determine the rescurces
required, i.e., the *ej. machiiea, c-aterials, etc., needed using
the mission statement airne.

B. Objectives.

An objective Is a &:al cr aim toward which the activities
(mission) and e±ffrta of an organizatiou are directed. Objectives
can be stated in general terms or tl.ey may be a;eclflc. For the
purpose of this q,;estio;alre, objectives are classified as
either General or S;ý.cific.

1. Oereral (iol1ctives' These are .-bjectives stated in broad
statements ý( desired Scais or acr*,:,-_p1shmerts. They may represent
what management at any level ccnsiders to te desired performance.
Such objectives may be stated ab felcllw:
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a. To insure timeiy and adequate maintenance and
supply support of all combat units.

b. To improve the reliability and ease of maintenance
of Air Force equipment.

v, To promote career training and progression of
assigned personnel.

2. Specific objectives: These are objectives which are
stated in terms of time, quantity aiid qunlity values and provide
a basis which permits an activity to compate requirements for
tbe resources necessary to attain the objectives. They also
provide a basis for managing operations and furnisb criteria
againat whict the performance of an activity mpy be measured.
Such objectives might be stazed as follows:

a, To maintain a level of 85% or more in-commission
status of all aEsigned B-52 aircraft during CY 1957.

b. To overhaul and prepare for overseas airlift 250
J-57 engines during March 1957

c. To process all hign priority supply requests within
twenty-four hours after receipt. (Provided the
quantity "alY" can be Identifled in quantitative
terms.)

3. Sub-Objective: A portion, division or segment of a
basic objective which can be directly traceable to the basic
objective.

4. Derived Objective, Ar objective generated, devised or
d eveloped which zay or may not support a basic objective but
S-ennot be traced or directly attributed to a basic objective.

5. Plan - Characteristics of: An objective statement of
Lime-phased tasks to be accompllsned with a definite assignment
of tasks and a methcd of achieving the plan.

6. Plan: 'nhe present concept of a series of future events
eitber concurrent, sequential or bot.ipossessing a presently
acceptable probability cf producing the desired objective.

7. Model: A pictorial portrayal of a system, operation,
mvinagement, orgaiiization, function, data flow, etc., utilized
to describe or define basic elements of activity inherent in
the subject of study, investigation or research. A model can
depict either that which is in being or transpiring or that which
is being proposed as new.
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8. Organization: The design of a pattern of functions and
people to assure accomplishment of predetermined objectives.
(Dr. M. E. Mundel)

9. Management:

a. The application of logical and effective thinking
to the solution of business problems applying the
business knowledge and principles accumulated,
classified, codified and accepted to date.
(R. C. Davis, p. 6, "The Fundamentals of Top
Managementý)

b. The task of designing, predicting the performance
of, and controlling an integrated human group
activity, the related physical facilities and the
relationship between the two. (Dr. M. E. Mundel)

c. That part of administratice concerned with the
procedure, techniques and processes employed in
an operation; the persons concerned with these
procedtres, etc. ",USAF Dictionary)

10. OrEanization: Tae art of collecting, arranging,
classifying and grouping of Pll r'esources available in order to
accomplish efficiently a clearly defined, unified objective.
(J. Go Blover and C. L. Maze, p. 23, "Managerial Control")

11. Functions: The individual roles or duties to be
performed by a specific group or anit within an organization and
when these assi gned functions are pezfo-med the individual.
group or unit can then be considered as performing its mission.
(USAF Dictionary)
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QUESTIOICNAIRE
SECTION II

MISSION

1. Does your organization have a w'ritten statement of its MISSION?
GRAND TOTAL 702 Yes 28 No
ADO 46 6
SAC 122 4
ATRC i18 4
TAC 53 6
A1C 239 4
MATS 3o 2
ARDC 94 2

2. Was your MISSION state-.ent:

G T a. (31-0) Given to your organization by higher authority?
R 0 b. (145) Leveloped by your or~,anization but approved by higher
A T authority?
N A c. (205) Developed by your organization based on documents or
D L or data provided by higher authority?

d. (21) Developed by your organization on their own initiative?

A.D a. 46 b. 7 c. 10 d. 2
SAC a. 87 b. 20 c. 23 d. 1
ATPC a. 57 b. 19 c. 40 d. 4
TAG a. 31 L' 11 c. 9 d. 2
AMC a. 63 b. 68 c, 102 d. 4
MATS a. 1.2 b, 12 c. 5 d, 1
ARFLC a. 33 b. 38 c. 16 d. 7

3. Do you ieriodica±ly revise or cause your MISSION statement to be
revised?
GRAND TOTAL 463 Yes 238 No
ADC 31 15
SAC 54 68
ATRC 64 54
TAC 28 25
AMC 191 47
MATS 19 11
A11DC 76 18
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4, Do you consider your MISSI0r statement to be:
G T a. (431) Vitally necessary?
R 0 b. (268) Helpful?
A T c. ( 9) Not necessary?
NA
DL

ADC a. 29 b. 15 c. 2
SAC a. 75 b. 44 c.. 1
ATRC a. 67 b. 48 c. 1
TAC a. 30 b. 21 c. 2
AMC a. 161 b. 79 c. 3
MATS a. 13 b. 16 c. 1
ARDC a. 52 b. 42 c. 0

5. Do you prepare or approve written statement of MISSIONS for your
subordinate activities?
GRAN TOTAL 517 Yes 185 No
ADC 39 13
SAC 69 53
ATRC 76 43
TAC 37 19
AMC 195 37
MATS 27 2
ARDC 74 18

6. Do you periodically revise the MISSION statements of your subor-
dinate activities?
GRAND TOTAL 479 Yes 224 No
ADO 33 18
SAC 64 57
ATRC 68 51
TAC 35 22
AMC 18o 49
MATS 26 4
ARDC 73 23

SECTION III
PART I

WIRITTEN OB;ECTIFS5

1. Does your or,ýnization aave a SINGLE DOCTJ4ENT prepared for the
specific purpose of listing the GBJECTIVEý o: your organization?
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1. (cont)

GRLND TOTAL 447 Yes 26 No
ADC 24 27
SAO 79 1,7
ATRC 7.) 46
TAO 32 26
AMC 162 81
&4ATS ". 7 2.5
AMDC 55 41

2. Was this cocument:
G T a. G:.ven to your organization by bigner authority? (146)
R 0 b. Developed b- your organizat:on but approved by higher authiority? (12ý.

A T c. Developed by your organization based on documents or date provided
N A by bi.her autaor:ty? (126)
D L d. Developed by your oranizatLon on thieir own initiative? ( 461

ADC a. 12 D. 1 c. 6 d. 5
SAC a. 49 b. 8 c. 17 d- 5
ATRC a. 48 b. t3 c, 22 c. 2
TAG a. 10 b. 12 C. 7 7 d. 3
AM, a. 16 b. 61 c. 59 d. 21
MATS a. 2 b. 6 r. 4 d. 5
ARM, a. 17 b. -21 c. 9 d. 5

q. Is this dorument distributed to your subordinate organizations?
GRAND TOTAL 390 Yes 48 No
ADO 22 2
SAC 77 6
ATBC 69 5
TAG 26 7
AMC, 137 18
MATS 15 2
ARDC 44 8

4. Of all the OBJECTIVES listed in this document would you say that:
G T a. (,L2) all of
R 0 b. (67) most of
A T c. (4L) few of
N A d. (9) none of
D L then are GENIRAL in nature?

ADO a. 9 b. 11 c. 4 d. 0
SAC a. 12 b. 33 c. 30 d. 8

ATRC a. 30 b. 35 c. 8 d. 2
TAC a. 9 b. 13 c. 7 d. 3
AMC a. 42 b. 67 c. 44 d. 9

lvATS al 5 b. 8 C. 4 d. 0

ARDC a. 17 b. 0 c. 6 d. 2
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5. If there are GENERAL OBJECTIVES listed in this document would you say
that:

G T a. (1) All 31 (2) Most _7 (3) Few 72 (4) None 0, of them were
R 0 given to you by higher authority?
A T b. (1) All 32 (2) Most 70 (3) Few 88 (4) None 0, of tnem were
N A developed by your organization but approved by higher authority?
D L C. (1) All 12 (2) Most 60 (3) Few 119 (4) None 0, of them were

developed by your organization from documents or dala provided by
higher authority?

d. (1) All Z (2) Most 21 (3) Few 119 (4) None 0, of them were
developed by your organization on their own initiative.

ADC a.(l) 6 (2) 8 (3) 1 (4) 0
b.(l) 0 (2) 2 (3) 5 (4) 0
c.(1) 2 (2) 7 (3) 5 (4) 0
d.(1) 0 (2) 0 (3) 8 (4) 0

SAC a.(l) 34 (2) 17 (3) 10 (4) 0
b.(l) 0 (2) 6 (3) 17 (4) 0
0.(l) 0 (2) 10 (3) 17 (4) 0
d.(l) 0 (2) 2 (3) i6 (A) 0

ATC a.(1) 30 (2) 21 (3) 5 (4) 0
b.(l) 6 (2) 6 (3) 16 (4) 0
o.(l) 2 (2) 7 (3) 18 (4) 0
d.(1) 0 (2) 1 (3) 19 (4) 0

TkO a.(l) 8 (2) 9 (3) 3 (4) 0
b.(l) 3 (2) 7 (3) 7 (4) 0
c.(l) 0 (2) 0 (3) 10 (4) 0
d.(l) 0 (2) 0 (3) 10 (4) 0

AMC a.(l) 11 (2) 28 (3) 35 (4) 0
b,(l) 19 (2) 32 (3) 31 (4) 0
o.(1) 6 (2) 27 (3) 47 (4) 0
d.(1) 6 (2) 10 (3) 47 (4) 0

MATS a.(1) 1 (2) 4 (3) 6 (4) 0
b.,1) 0 (2) 4 (3) 3 (4) 0
a.(1) 1 (2) 3 (3) 6 (4) 0
d.(l) 0 (2) 3 (3) 6 (4) 0

ARDO a.(l) 8 (2) 12 (3) 13 (4) 0
b.(1) 4 (2) 14 (3) 10 (4) 0
o.(l) 1 (2) 7 (3) 18 (4) 0

6. It there are SPECIFIC OBJECTIVES listed in this docuLment would you say
thatt

0 T a. (I) All 59 (2) Most 62 (3) Few 6 (4) None O0, of them were given
R 0 to you by higher authý.rity?
A T b. (1) All 18 (2) Most 2 (3) Few 4 (4) None 0, of them were devel-
N A oped by yoUr organization but approved by higher authority?
D L o. (1) All 1_ (2) Most 49 (3) Few 86 (4) None 0, of them were devel-

oped by your organization from documents of data provided by higher
authority?
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d. (1) All jý (2) Most 29 (3) Few 94 (4) None 0, c& them were
developed b, your organization on own initiative?

ADO a.(1) 1 (2) 3 (3) 5 (4) 0
b.(1) 0 (2) 2 (3) 4 (4) o
co(l) 3 (2) 4 (3) 5 (4) 0
d.(1) 0 (2) 2 (3) 9 (4) 0

SAC a.(1) 19 (2) 19 (3) 7 (4) 0
b.(1) c (2) 6 (3) 15 (4) 0
c.(l) 1 (2) 11 (3) 13 (4) 0

R d.(1) 1 (2) 4 (3) 15 (4) 0
aATC 4.(l) 13 (2) 14 (3) 7 (4) 0
b.(1) 0 (2) 5 (3) 13 (4) Q
0.(l) 1 (2) 6 (3) 17 (4) 0
d.(l) 0 (2) 2 (3) 20 (4) 0

TAC a.(1) 5 (2) 5 (3) 6 (4) 0
b.(1) 2 (2) 9 (3) J (4) 0Sc.(I) 0 (2) 1 (3) 9 (4) 0
d,(l) 0 (2) 1 (3) 9 (4) 0

AM.C a.(1) 5 (2) 13 (3) 31 (4) 0
b.(1) 14 (2) 27 (3) 14 (4) 0
0.(1) 5 (2) 22 (3) 33 (4) 0
d.(1) 10 (2) 15 (3) 34 (4) 0

MATS a.(1) 2 (2) 1 (3) 1 (4) 0
b.(l) 1 (2) 3 (3) 1 (4) 0

1.(1) 1 (2) 4 N•) 1 (4) 0
1.(1) 1 (2) 2 (3) 1 (4) 0

ARDO a.(l) 5 (2) 7 (3) 4 (4) 0
b.(1) 1 (2) 8 (3) 5 (4) 0
Q.(1) 2 (2) 1 (3) 9 (4) 0
d.(1) 2 (2) 5 (3) 8 (4) 0

7. If this document contains SPECIFIC OBJECTIVES (See defiLition) do you
use them in any way to compute the resources required to accomplish
these 0BJECTIVES

GRAND T0'TL 279 Yes 35 No
ADC 14 2
SAC 62 7
ATRC 40 3
TAC 21 2
AMC 102 16
MATS 10 3
ARDC 30 2

8. If this document contains SPECIFIC OBJECTIVES do you use them in com-
puting your budget?
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8. (cont)
GPAND TOTAL 237 Yes 77 No
A•D 13 3
SAC 47 20
A•C 35 7
TAC 20 4
AMr 88 30
MATS 9 4
ARDC 25 9

9. Does your higher autnority use:
G T a. (216) All of the GENERAL OBJECTIVES
R 0 b. (139) Part of the GENERAL OBJECTIVES
A T c. ( 14) None of the GIUERAL OBJECTIVES
N A d. (131) All of the SPECIFIC OBJECTIVES
D L e. (94) Part of the SPECIFIC OBJECTIVES

f. 11) None of the SPECIFIC OBJECTIVES
to measure the pro,"ess of your organization?

AD a. 10 b. .q9 c. 2, .•, 22 ,.# 6 fI 4
SAC a. 48 b. 27 c. 0 d, 41 e. 18 f. 0
ATRC a. 39 b. 22 co 1 d. 15 e 15 1.
TAc a, 16  b. 11 c. 0 d. 13 *. 2 f. 0
AMC a. 74 b. 53 0. 4 d. 52 e.43 f. 3
MATS a. 1C b. 2 c. 4 d. 3 0.5 f. 2
ARDC a. 26 b. 20 c. 3 d. 9 e. 9 f, 1

10. Do you provide your subordinate organizations with a SINGLZ DOCIZM;T
prepared for the specific purpose of informing then of their assigned
OBJECTIVES?

GRAND TOTAL 323 Yes 112 No
ADC 14 12
SAC 62 21
AIC 58 19
TAO 21 10
AMC 119 29
MATS 15 3
ARDO 34 18

11. Are the OBJECTIVES in these documents which you give to your subordinate
organizations:

G T a. (64) All GENERAL OBJECTIVES?
R 0 b. (38) All SPECIFIC OBJECTIVES?
A T c. (70) Mostly GEhUAL?
N A d. (87) Mostly SPECIFIC?
D L e. (94) About half SPECIFIC and half GENERAL?
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11. (cont)
ADC a. 4 b. 0 c. 6 d. 2 e. 7
SAC a. 5 b. 18 c. 8 d. 23 e. 21
ATRC a. 15 b. It c. 19 a. 10 s. 13
TAC a, 4 bl 1 c. 4 d. 12 e. 3
AM a. 26 b. 9 c. 24 d. 34 t. 42
MATS a. 6 b. 1 c. 3 d. 2 t. 5
ARDO a. 8 b. 3 c. 11 d. 8 e. 11

12. Do you use:
G T a. (223) All of
R 0 b. (114) Part of
A T c. (10) None of
N A the obj!ctives referred to in 4uestiin No. 11 to measure the ýrogress
D L of your subordinate or6,nizations?

ADC a, 7 b. 11 c. 0
SAC a. 38 b. 7 C. 3
ATRU a. 35 b. 27 c. 3
TAC a. 15 b. 9 c. 0
AMC a. 90 b. 41 c. 4
MAW a. 12 b. 5 e. 0
ARDO a. 26 b. 14 c, 2

SECTION IIi
PART IIIINFORMPAL OBJECTIVES

1. Does your organization have informal OBJECTIVES which are not contained
in your written statement of OBJECTIVES? (Ref. Sectacn III, Part'I, Q. ,
GRAND TOTAL 690 Yes 40 No
ADC 50 0
SAC 116 10
ATRC 116 8
TAC 53 6
AMC 234 8
MATS 31 0
ARLC 89 7

2. If the answer to question I is Yes in what form are they recieved by
your organization?

G T a. (521) Regulations
R 0 b. (461) Manuals
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2. (cont)
C. (361) Schedules
d. (299) AF Program Documents
t. (494) Verbal
f. (295) War Plans
g. (509) Routine Correspondence
h. (420) Teletypes
i. (1il) Other (Specify)

ADO a. 36 b. 32 c. 25 d. 19 e. 34 f. 15 9. 40
SAC a. 84 b. 75 c. 77 d. 32 e. 58 f. 69 g. 74
ATRC a. 92 b. 87 c. 74 d. 61 e. 91 f. 39 ,ý. 87
TAO a. 39 b. 34 c. 24 d. 34 e. 25 f. 39 g. 38
AMC a. 191 b. 163 c. 122 d. 103 e. 190 f. 96 3. 183
MATS a. 18 b. 16 c. 9 d. 16 e. 19 f. 17 g. 19
ARDC a. 61 ib. 54 c. 30 d. 34 e. 77 f. 20 g. 65

ADO h. 40 i. 14
SAC h. 85 i. 16
ATRO h. 91 i. 25
TAO h. 18 i. 1
A•M h. 164 i. 50
MATS h. 17 i. 5
ARDM h-. 5 i. 0

3. Are these informal OBJECTIVES distributed in any form to your suLordinat!
org~anizations?
GRAND TOTAL 645 Yes 23 No
ADO 48 1
SAC 115 1
ATRO 1il 2
TAO 49 2
AMO 210 11
MATS 30 " 1
ARDC 82 5

4. Of all informal OBJECTIVES you have, would you say that:
G T a. (19) All of
R 0 b. (317) Most of
A T c. (331) Few of
N A d. (22) None of
D L them are GENERAL in nature.

ADO a. 1 b. 24 c. 25 d. 0
SAC a. 2 b. 32 c. 79 d. 4
ATRC a. 4 b. 51 c. 58 d. I
TAO a. 3 b. 25 c. 25 d. 0
AMC a. 7 b. 117 c. 99 d. 11
MATb a. 0 b, 19 c. 11 d. 1
ARDCa. 2 b. 49 c. 34 d. 5
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5. If you have informal GENE1%AL OBJECTIVES would you say thatz
G T a. (1) All 22 (2) Most 310 (3) Few j5U (4) None 0, of them were
R 0 given to you by higher authority?
A T b. (1) All 2 (2) Most a (3) Few ? (4) None 0. of them were
N A developed by your organization but approved by higher authority?
D L c. (1) All .j (2) Most 101 (3) Few 289 (4) None 0, of them were

developed by your organization from documents or data provided by higaer
authority?
d. (1) All 10 (2) Most 5_ (3) Few •31 (4) None 0, of tnem were
developed by your organization on their own initiative?

ADO a.(l) 4 (2) 27 (3) 12 (4) 0
b.(l) 0 (2) 8 (3) 23 (4) 0
c.(l) 0 (2) 7 (3) 26 (4) 0
d.(l) 0 (2) 3 (3) 28 (4) 0

SAC a.(l) 3 (2) 60 (3) 20 (4) 0
b.(l) 0 (2) 11 (3) 41 (4) 0
c.(l) 1 (2) 12 (3) 50 (4) 0
d.(l) 0 (2) 6 (3) 54 (4) 0

ATRC a.(l) 4 (2) 55 (3) 25 (4) 0
b.(l) 0 (2) 11 (3) 44 (4) 6
0.(l) 1 (2) 14 (3) 52 (4) 0
d.(l) 1 (2) '7 (3) 61 (4) 0

TAC a.(l) 7 (2) 2'7 (3) 5 (4) 0
b.(l) 0 (2) 1 (3) 17 (4) 0
c.(l) 0 (2) 10 (3) 15 (4) 0
d.(l) 1 (2) 3 (3) 1c, (4) 0

AMc a.(l) 6 (2) 94 (3) 54 (4) 0
b.(l) 2 (2) 20 (3) 85 (4) 0
c.(1) 2 (2) 41 (3) 100 (4) 0
d.(l) 4 (2) 24 (3) 108 (4) 0

MATS a.(l) 0 (2) 9 (3) 11 (4) 0
b.(lj 0 (2) 3 (3) 13 (4) 0
Q.(l) 0 (2) 6 (3) 12 (4) 0
d.(l) 2 (2). 4 (3) 10 (4) 0

ARDC a.(l) 2 (2) 39 (3) 28 (4)
b.(l) 0 (2) 11 (3) 31 (4) 0
0.(l) 0 (2) 11 (3) 36 (4) 0
d.(l) 2 (2) 12 (3) 39 (4) 0

6. If you have informpl SPECIFIC O0JECTIVES would you say that.

G T a. (1) All 21 (2) Most 23I (3) Few 213 (4) Lone 0_ of tnem were
R 0 given to you by ni her authority?
A T b. (1) All ia (2) Most 81 (3) Few 224 (4) None 0, of them. were
N A developed by your orgenization but approved by higher authority?
D L c. (1) All 10 (2) Most 122 (30 Few 272 (4) None 0, of tnem were

developed by your organization from aocuwentb or data proviced by hi~n-r
authority?
d. (1) All 8 (2) Most 101 (3) Few M (4) None 0, of them were
developed Ly your organization on their own intiative?
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ADO a. (1) 0 (2) 21 (3) 18 (4) 0
b..(1) 1 (2) 5 (3) 24 (4) 0
0.(1) 0 (2) 13 (3) 22 (4) 0
d.(1) 1 (2) 6 (3) 27 (4) 0

SAC a.(1) 5 (2) 53 (3) 26 (4) 0
b.(1) 1 (2) 10 (3) 40 (4) 0
G.(1) 0 (2) 21 (3) 47 (4) 0
d.(1) 0 (2) 9 (3) 55 (4) 0

ATRC a.-() 4 (2) 48 (3) 33 (4) 0
b.(1) 2 (2) 14 (3) 41 (4) 0
c.(1) 5 (2) 17 (3) 45 (4) 0
d.(1) 2 (2) 17 (3) 51 (4) 0

TAC a.(l) 4 (2) 15 (3) 3.4 (4) 0
b.(l) 2 (2) 4 (3) 15 (4) 0
c.(1) 0 (2) 8 (3) 17 (4) 0
d.(1) 0 (2) 6 (3) 18 (4) 0

AMC a.(1) 4 (2) 58 (3) 82 (4) 0
b.(1) 6 (2) 37 (3) 67 (4) 0
c.(1) 4 (2) 42 (3) 98 (4) 0
d.(1), 3 J2) 38 (3) 98 (4) 0

MATS a.(1) 1 2) 9 (3) 13 (4) 0
b.(1) 0 (2) 2 (3) 12 (4) 0
c.(1) 1 (2) 3 (3) 12 A(4) o
d.(1) 0 (2) 8 (3) '9 "4) o

ARDM a.(1) 3 (2) 29 (3) 33 (4) 0
b.(1) 1 (2) 9 (3) 28 (4) 0
c.(1) 0 (2) 19 (3) 32 (4) 0
d.(1) 2 (2) 17 (3) 41 (4) 0

7. If you have informal SPECIFIC OBJECTIVFS sc you use them in any way to
compute tne resources required to accomplish these OBJECTIVES?

GRAND TOTAL 595 Yes 62 No
ADC 46 3
SAC 101 11
ATRC 96 14
TAO 48 1
AMC 196 26
MATS 29 2
ARDC 74 5

8. If you have SPECIFIC OBJECTIVES do you use tnem in computing your budgeto

GRAMD TOTAL 457 Yes 66, No 140 Not Applicable
ADC 39 2 7
SAC 59 14 43
AThO 84 10 15
TAC 39 1 11
AMC 16o 27 36
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8.: (cont)
MATS 23 1
ARDC 51 21

I 9 .. , Are any of these OBJECTIVES used by higher autaority zo measure tae pro-
gress of your organization?

G T a. (164) All of tne GENERAL OBJECTIVES.
R 0 b. (345) Part of the GUIRAL OBJECTIVES.
A T c. ( 47) None of tne GF,.ERAL CBJECTIVES.
N A d. (1$9) All of tae SPECIFIC OBJECTIVES.

e. (339) Part of the SPECIFIC OBJECTIVES.
f. ( 51) None of the SPECIFIC OBJECTY-VES.

ADC A. 11 b. 28 c. 3 d. I1 e. 25 f- 5
SAC a. 31 b. 66 c. 2 d. 42 e. 57 f. 4
ATRC a. 35 b. 58 c. 6 d. 30 a. 6i f. 4
TAC a. 18 b. 24 c. 4 d. 18 e. 23 f4 4
AMC a. 51 b. 118 e. 20 d, 54 e. 115 f. 14
MATS a. 6 b. 12 c. 5 d. 3 G. !7 f. 4g ARDO a. 18 b. 49 c. 7 d. 19 a. 48 f. 6

10. Do yoi, assign OBJECTIVES to your subordinate orjanizatlon s?

5 GRAND TOTAL 627 Yes 49 No
ADC 42 a
SAC 110 8
ATRO 1i 2
TAc 9 6
AMG 211 11
MATS 29 2ARDC 75 ill

11. Are those OBJECTIVES assigned to your suborUinate organizations
G T a. (25) All GENERAL OBJFCTIVES?
R 0 b. (41) All SPECIFIC OBJECTIVES?
A T c. (110) Mostly GL4ERAL?
N A d. (209) Mostly SPECIFIC?
D L e. (210) About half GNERAL and Iilf SPECIFIC?

ADO a. 2 b. 3 c. 10 d. 15 e. 17
SAC a. 1 b. 7 c. 5 d. 59 e. 40
ATRC a. 2 b. & c, 28 d- 37 1. 37
TAG a. 3 b. 3 0. 9 4. 19 t. 16
AMC a. 14 b. 15 c. 37 d. 57 e. 81
MATS a. 0 b. 2 c. 9 d. 5 6. 13
ARDO a. 4 b. 6 a. 14 d. 26 6. 26
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12. Do you use:
G T a. (309) all of
F, 0 b. (308) part of
A T c. ( 13) none of
N A these OBJECTIVES in measurirng the progress of your subordinate organiza-
D L tionr?

ADX A. 15 b. 29 c.0
SAC a. 65 b. 49 c. )
ATRc S. 57 b. 48 c. 1
TAc a. 2a b. 25 c. 1
AMC a. 103 b. 100 c. 6
MATS 8. 12 b. 15 c. 1

ARDC A. 33 b. 42 C.

SECTION III
PART 3

GEaEPA L

1. Do you have a SINGLE D1OC'a-ET written for tne specific purpose of inform-
ing you of the OBJECTIVES of your next h.gher organization?

GRAND TOTAL 394 Yes 328 No
ADO 21 30
SAC 70 55
ATRCo 62 60
TAC 26 31
AMI 147 94
MLATS 16 14
ARDOC 52 44

2. Do you believe that tae document referred to in No.1 above is:

G T a. (189) Vitally necessary to your organizaticn?
R 0 b. (395) Helpful to your organization?
A T c. (43) Not needed z aell?
NA
DL

ADC a. 9 b. 30 C. 0
SAC a- 31 b. 66 c. 11
ATRC a. 31 b. 67 c. 4
TAC a. 23 b. 26 c. 1
AMC a. 66 b. 137 c- 13
MATS a. 8 b. 13 c. 15
ARDC a. 21 b. 56 0. 9
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3. If the ansy-r to No. I abuie iC ,No', do you know what the 0B.ECTI5VLS
of your next hThtr rfga.n2aatlion are?

GRAND 10OTAL -27 Yes 32 No
Am 2
SAC 6o 3
ATiC 59 7
TAC 19 II
AMC 100 8
MATS 15 1
ARDC 43 4

4.. Do you believe that i is:
) T a. (352) Vitally necessary to your organization?
R 0 b. (327) Helpful to your organization?
A T c. ( I1) Not neeced at all
N A for you to know tae OBJECTIVES of your next higher organization.
DL

ADO a. 22 b, 26 c• 1
SAC a. 59 54 0. 3
ATMC a. 66 b. 31 C. 0
TAC a. 29 b. 23 c. 3
WIC a. 122 b. 107 c. 1
MATS a. 12 b. i6 c. I
ARDC a. 42 b. 50 c. 2

5. Do you Delieve tnat a written statement of the OBJECTIVES of your organ-
ization is:

G T a. (366) Vitelly necessary to your organizatio.?
R 0 b. (340) Helpful to your organization?
A T c. ( 21) Not needed et all?
N. A for managing youx operations,
DL

AM, a. 17 b. 34 c. 0
SAC a. 79 b. 42 c. 5
A'1C a, 65 b. 54 e. 2
TAC a. 23 b. 32 c. 3
AMC a. 132 b. 106 0. 5
MATS a. L b. 16 c. I
ARDC a. 5o b. 55 c.5

6. Do you belicve that all or6anizations shoulc wive a written statement
OBJECTIVES to their subordinate or,anization?

G T 661 Yes j8 No
R 0 a. ( 62) Should these be SPECIFIC?,,
A T b. (100) Should they be GUERAL?
N A c. (490) Both?
DL
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6. (cont)
ADC 46 Yes 4 No

a. 6 b. 9 c. 31
SAC 116 Yes 10 No

a. 21 b. 14 c. 82
A'.RC 107 Yes •i No

as 4 bo. 20 c. 85
TAC 50 Yes No 6

a. 6 b. 1 c. 39
AMC 228 Yes 13 Noa. 19 b. 34 c. 175
MATS 28 Yes 3 No

a, 0 b. 1 ca. 26
ARDC 86 yes 11 No

a. 8 b. 17 c. 61
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